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10 December 1953

HEMCRAMDUM FOR: Chief, Logistics ﬁfﬁm_‘/
FRON: Director of Training /
STAT SUBJEOT: Interim Report by | | /

Attached herewith ism a confidentizl suwwmary report on the

: CIA Human Rescurces Program that is being conducted with eight
STAT gromps of supervisors in 10 by Chief of the
Management Traloing Division.

STAT will plan 1o 2all on you in the near fulure
to amplify this expression of his own personal estimate of menage-
ment training requiremsnts in IQ.

This report is made as a confidentlsl statement to you and
will be given no cirgvlation in or by the Office of Training.

STAT
Bocument HNe. ..' ...-........._......u...u-
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10 Desssber 1953

MEMORANDUM FOR: Chief, Logistics Office
FROM: Chief, Management Training Division, OTR
SUBJECT: Samary Revort on the Human Resources Program

1. mmmm-cummmcmdmwuth
8 growps of supervisers, a total of 16k individuals, commencing on
15 July with you and yeour top stalf and winding wp in the Washington
Mtﬂﬁthormmmdmmnmmlm. It is

mmmnm you in ashieoving yewr
management objectives. WMo tollw—w authp have been held to date.

2. A good deal can happen in four months in CIA. Sinee I
realises that seme ef the following peints, neted when conducting the
program in 10, may now be cut of dats, I am making this report as
wrisf as pesaible. I shall ba happy to elaborate wen any part of
it at your request.

3. I was impressed in 1O My the L£ollowing ~

a. A gosd-hsarted, highly mestivated group of pecple,
most of vhem were well qualified and sager te do a good job.

b. An Office of four completely diverss parts, with each
division quite differsnt in organizational maturity, in the
quality of its leadership, and in its morale. It was interesting
that in sost divisions ens oould find examples both of sems of
the best and sowe of the werst swervisory practices.

. Imtequate soertimation of the towd prosran of she. \
Offies at The top
S R s ST BTN

4. Devotlon to the mission of the Office, and exceptiondl
driving pewer in certain units dowa the line.

h. In conducting this training progrsm I kept in mind that LO
has besa the last of the major componsats to go threugh the discomferts

of reccganisation, and aleo that the required posiponesent in staffing
thm?/@hﬁeoimiﬂdmfwtmtdyﬁththclm&umorm
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personnal cellings. Most of the swpervisors seemsd %0 be rsasonshly
toleraat abeut the total rmcuhatﬂn uw, m thq vers
intolerant ahowt apparsat Jagl A 2

Wﬁ't’“a ling B e Tne e et
bugy to uwwmcﬁntwﬂm;tmm b

5. I stiach a set of the matarials thel were used with all the
grows. Page 1 of Qroup Mesting differs for each growp, for
ok 1t are neted the spparant problems that oams wp as & result of ny
she-half howr eenfershos vish each M of the greuwp and as a
rsnlt.ofthommhnnura p Mesting 11.

In adéitien te the ukusl disewseisn that tosk place st /
all mestings, s\ Grow Heeting Pl sach individesl was asked to make
one eoncrets suggesiien fer mﬁummcﬁo

T™he ertimeten mumnévm the result of nh\rhiu
the peints reised by eight grevps of supervisors, 10k people; and as
you might expest, the prbhh— il suggestions tended te cluster
fairly aaturally. _

6o m-putmklhddmmumtthomnm

Pregram to Generazl Cabell a M of sighteen other pecple, mestly
mmmmmm-%: lmnrorthhm

Te mmpnuuimu‘uuatouwmnw,
MMIhnnoamatMcmd\hmtmmt
suwpervision, ware these: , .

&, Poor ca-ututieng,'dm‘, and agress - as & result
of imadequate atidutisn te {he uss of staff mestings; through
misunderstonding need- g amd through
to ohainels, at the lower Yevels &f mus » i% excess of
mmm.ormauunnu-uunumnm

\
. Mwm«rmmormtmmm
responsivilities.

0. Mddmmorct&:wyhdmmm W

d. Gawillingness or mm& or- supervisors at the level
above te delegate rooptﬁmihﬁity tn? m&‘u hthwiw.

: o J 1 5 I' ‘\'\
.7‘ |
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s. Very insdequate perscunel management prastices. There
is & particular need fer routine and contimuiing fellow-up 1nt¢r-

m,m:wwsmmw

f. Inadegquate atunthn to the importanse of personal
leadarship Warough "review and inspectien of the troops® all down
the line, and lack of plaming for periedic perscmal interviews
glmmm at top echalens with swpervisers at all echslens

e

| 8. My suggestions for impreving the quality of supervision in
10 would include the fallowing -

8. Mere time and snsrgy by top-side swpervisors te the
managenent of le. At present, tap-sids supervisers sppesr
to be immarsed in eéperations to the aeglect of the devalopment
of their people. ¢ organisation will simply disintegrate
unless She tep axscutive level can give a great desl more time
to working with supervisors at all lsvels in getting the Office
steadied on course.

mmitarypmhnrcmthimh'ehoiuandmmihm
permanently. That whols situation needs plenty of attention.

Ce Parsomnel mansgemeat services within the Office appear
o be tetally inadequate $© meet the requirements of a naw,
large, sprevling Office. This iz too ebvious te need Iurther
elaberastion. I am sure that the pecple respeasible for personnel
setvices are doing all they can 40 mest the nesds, dut theqy are
Just net staffed vp to do it.

d. thwputmdl‘ordimtltumunto

inpreving the quutr of human relations througheut the Office.
Genwrally, the pesple in 10 seemed edgy, kigh strung, and werking
under 300 many féalings of resemtment. Seme of the ablest are

knocking themselves ocut wesk sfter wesk and are beginning to
ask themselves if it's worsh it.

9. This repert is eoffered vith humility ané with recegnitioa
of tho tremsniows jeb you have om yeur hands fer the mext ysar er so.

i delisve that wnder your leadership 1O can bs st the very
tep in managenent perforsante in the Agensy. Ome of the bWiggest

-3

-
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jobs is to educate the rest of the sgency to tho reguirsments for
sound logistical supportd.

10, Since I ghall be oat of toum from 1 through 13 Decaaber,
I =hall be haovy to discuss this, if convenlent for you, on Friday
or Caturday this wsek, or anytice aftor the 20th,

STAT

Dnolosures
linman Resources Program materials
Lraft Ctatement of ilanmjement Solioy
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HUMAN RESCOURCES FROGRAM oo

~ The Busen Resourves Program hss been developed by the Vansgoment Tradning
Division, Offisze of Traindng, 25 2 basle superviscry training pmgzaam ‘o
azaist members of the arg&ﬁizaﬁien with mensgement mswmibﬁ.mtia@ o
the begt and fllest wee of the individusls mier their supervision,

This program consdsta of fouwr ons hovr group westings for each pw*&icum
grovp of supervisory, uith preferably not nore than adghisen in a groupg @
- one=half hour inbarview with each summisw; and = folioweup ons hour
meeting appﬂmimmafm gyory aix wee..:z«s in the foture,

J:L iz propogsd ‘mm.t, the Human Resources Frogran be wms'*ifmw Qi'fﬁce by
Office wntdl complete coverage of the departwentel zteff of the orgenizetion
has been achisved, ALL zroup mestings sre corduoted by 2 meeber of the staff
of the Mamagement Trajring Division tub the progranm iz intended to become
integrabted with the mmai’.‘_ operations of sach ozvgmmaw.eml wnld in which

it iz eﬁtabljﬁbeda

The progress wiil m‘t Te @mmemed in any Offiee of tha orgsmimmm 'emisil
an appreciation mesting of apprmaimafaly ong hovr hes been held with the

Sop polley staff of that 0ffise, It is sssential thet this program heve
iz‘m strvng and Lbelligent endorsement of the Office Heed and hia staff
rmfal‘o it dg dnstitubed in any Offics ix *hh@ crganizabion,

Oroanization of *bha Fuman Resourees Progrom

Grovp Mesting #1 Venagenent in the Foders) Sxa:wﬁge 3 hr,
Chievtives, .s.mcam‘l'?a% and mepsvring abidls in C«e g o s
Forvign affairs ggercieng subatami:}.ve 8. sdmindsbyrative funetl o
This organisebion.
. Hanagemerde  _ guebilng work done through peeple ,
the development of peepls . - :
supervisory; administrabive, ond execubive functions
Discnagion of mm:z&gamarﬁ; problems from the aperlience of ths proup
Five Dancticns of mnagamezx@
Tive key prineliples of mansgemend

Assigmments for & hyo confevanses and for nech group mesbing.

| m NERERTIAL
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" Tndividual Confovenees 3 heo % the ausbor of supervisors

A one<hslf howe Individual conferonce with eash suprervisoxr 4z scheduled
after the firet group meeting, Tn preparation for this confevense, the
supervisor notez on 2 35 card for esch enployse in his wnlt the '
following informations Jength of time in the organizution, length of
tdme in the wilt, dsmonsbrated strengths of this smployee, appmm
waskneszes of %Ms smployes, cotion taken by the supeyvisor during +the
 past twelve monthe %o a:ssﬁ.et this employes o m‘ﬁmﬁe g’matar efficicony.

Group Meoting #2 - Monagems Prdneig.}ea, and Problems - Y hre
Hanagsment pmblems noted Yo date

\

Five functions ‘uf nanzgenent :m review
Pive key primiples of mgwh and thelr apnlimﬁicn here
The effsctive mansger in Covernment
_Maigmmt for the next mesting. o |
Grovp Meetlng #3 Dmloying g Strong Team - - lhr

Under what eumiitiem do people Co their bﬁdﬁ 7 How do we g@t the
- best out of people ? - - .

- Discussion of the meaning of ei_;mmcrat:ie adrdndsbration
Judging the effectivensss of mamagemend
- Assigoment for the next meelting. | | |
Group Mesting #l  an_detion Progran | 1 o
Reviow
Comsrete .suggee"%m f@# improving management .’m the orgsnization
Flam for the firsh fellm—map meetingo e |

- . This ecompact program iz dssigned o foew attm‘him uncn the human mlatiem
_ factors that are basis in effeetive menagement, ond to serve ss the foundation
for other supervisory training programs that mzy be de?e’iepm to meet specifis
needs,

The supervisor, ths middle mem In opemtiom,) is xfecomziwd %0 be the
kay man in managemen%o )

JBMe | :
13 My 53 : F 5 w ERT &i
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HUMAN RESOURCES PROGRAM

Objectives, incentives, and measuring sticks in Govesmment |
Substantive ve, administrative functions » ‘
This organization, . : ' ' '

Monagements gettﬁ:ng work done through others
the develiopmeat of people

supervisory, administrative, and executive functionas,

Five functions of managemeni,

1, Clear-cut definition of job responsibilities

2. Delegation of responsibility, and understanding snd acceptence of
responsibiiity by each member of the staff '

3o Authority commensurate with delegated responsibility \

L, Functional cooperation in terms of task requiraments o P

5. Effective span of comtrol ‘
Discussion of management pmblems that we have encouriered in our general

mriﬂmeo .
For Oroun Meeting #2

Outline and be prepered to diseuss: Whet do you comaider to be the
essentinl characteristics of the effective mensger in Qoverrment ?

For the schoduled ccnference /

Be prepered to discuss briefly the obstacles to good menagement that
you have encountered in your experiensce in this organization,

Also, please prepare a 3x5 card for each individual under your direct super
| vision, notings &, length of time the person has been dn the organizationg
b, length of time in the unit; ¢, demonstrated strengiths; d. apperent
we B8es; ®, ection that you have taken during the past twelve months
to aspist this individusl to achieve grester effisisncy. :

| 1°5°53 . _
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| HMAN RESOURCES PROCRAM
Group YMeotine #2, B Monogement Preineiplos and Problems

Pagre 1. 22 gy 1953

Problems | noted here

Secuving potential key porsonncl for the Office
‘%vs‘a}ema‘hie adaptation of basie principles of good lman rolations
Conneious developmont of the team-work approach
Eliminating ssemingly arbitrery decisions
Edueating the rest of the Agency o logisties roquizemsnis ‘
Planmings lead time; sources of information cpmplete requisitions.

Problems often noted in obher manasement

Coordination functional to the mission of the 0ffice
Glear definition of wnlt respcusibilities
Clear definition of individual responsibilities .
Authority comrensurate with rosponsibility
1ine and gtaff relationships
Reglistic undersianding of capsbillities in z'espanse to mqmﬁmenw
Commmnication,- up and doun
The problem of status or sigzzifieame
Depondeble requiremonts
Broadening the base of the need to kmow, -
Realization of the amount of discussiorn requirsd prior to acbiong steffing up
Meocduam utilization of talem.
Pergonnel
Participation of the supervisor in aelectien of his stalf
Recrultments promotion promises
Flacement
Fromotion for substantive me‘oeme rethor than feor a.dznim_s’amﬁzme ,;,wm
Career programming,
theﬁcml organization structurs
Fluidivy of this ergcnimtion
Congulting those on 4he job to see how organizabion cen be improved.
Report writing
- Crash jobs vs. long-term planning, stef{ing, and training
Top-side contacty review and inspoction of the twoops
Adjusting to the porsensl idiosynwaeieﬂ of our colleagues
Enforeing regulations :
Cost factora ,
Working with the administrative office
The function e‘? standard operating rprocsdures
The function of stalfl memnge

[ GUMFIDERTIAL
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Dage 1.

Problems noted hena

Foriodically clarifying, down and up the line, »equirements and capabilities
Clear operating procedures and regulations
Eduecating the rest of the Ag
Planning; lead time; sources of information; gomplete requests.
Recognising the importancs of vitel human relations 3in this Office
Developing skill in condueting staff meetings
Getting the word up the line,
Conscious development of the teamwork approach
Eliminating seemingly arbitrary decisions
Top-uide contact: review and inspesction of the troops and operations
Encouragling a reasonable amount of soocial activity,
Clarification of career opportunities and career planning
Recognizing temporary nature of current; need for military porsounel
Responsibility of each supervisor for developing individusls
Better use of existing telents,
Eastablishing a oomprehensive training program within the Office
Developing a strong philosophy of management for this Office.

Problema in othey nt situa

Coordination functional to the mission of the Office
Clear definition of unit responsibilitiea
Clear definition of individual responsibilitiss
Authority commensurate with respongibility
Iine and staff relationships
Communication,~ up and down
The problem of status or significance
Dependable requirements
Broadening the base of the need to kmow.
B’a@:ail.:l.:Ba mtimofthemmbofdismimreqtﬂmﬂpﬂcrtomim;mmgup
raonne
Fartlcipation of the supervisor in sslection of his staff
Recruitment; promotion promises
Flagemont

Promotion for substantive competence rather than administrative job,
Functional organimstion structure
Fluidity of this organisation
Consulting those on the job to see how orgamisation can be improved.
Report writing
Crash jobs vs. long-term planning, staffing, and training
AdJusting to the porsonal idlosynorasies of our colleagues
Enforoing regulations
Cost factors
Working with the administrative office
The function of standard operating procsdures
The function of ataff meetings,

LI R
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Group Meeting fi2 Management Principles and Problems

Page 1 23, Aupust

Froblems noted heye

The problem of "acting" status

Clear chain of command

Helping people to find the right spot in the Agency
Centrelization vs. decentralization and effect on operating units
Giving attention to individugle as people :
Participation of the supervisor in the selestion of his staff.

The diversity of management situations in this Office.

Problems often noted in other manapgement situatiogg_

Coordination functional to the mission of the Office
Educating the rest of the Agency
Flamings lead-time; scurces of informastion; gonplete requests.
Clear definition of unit responsibilities
Clear definition of individual responsibilities
futhority commensurate with responsibility
Line and staff relationships
Reslistic understanding of capabilities in response to requirements
Communication, = and down
Eliminating seemingly arbitrary decisions
The problem of status
Depexxiable requirements
Broadening the base of the nsed to know,.
Realization of the amount of discussion required prior to action; staffing up
Maxirmm utilization of talent
Persomel
Reerultments promotion promises
Plscement
Training .
Promotion for substantive competence rather than for administrative Job
Career plamning,
Funetlional organization structure
Fluidity of this organization
Consulting those on the job to see how organization can be improved,
Report writing
Crash jobs ve. longeterm planning, staffing, and training
Top-yide contact: review and inspection of the troops
Adjusting to the personal idiosyncrasies of our colleagues
Inforeing regulations
Cost factors; budgst pl
Working with the administrative office
The functlon of mtandard operating procedures
The function of staff meetings.
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mbiem noted heve

Commmi cation,~ up, dmn and ai&sma
Yery atrict inharpreﬁaticm of channsls in some units,
The diversity of mensgement situations in this Office
The need for a tesmmzk opmroach
Goordination betwsen units within ths 0ffice
Coardination functional o the missiom of the Offics
Bducating the rest of the Agemoy,(espssislly top-side in o«s;zma Officesn)
, Flanning: lead tims3 scurces of information; gomplete
Finding and training really competent paople
Stableo nuclei about which the orgeniszation cen operate
Giving porsonal attentlon to individuals es people
The function of staff meotings
_ The PIARNING funstion,
Confidencs in the organization,~ its plans ernd procsdures. .

Qlear definiticn of unit reepomibilitiea

Glear definitlon of individual yesponsibilities
Srthority comorsurate with regponsibillty

lino and atai‘f relationshipa

Reeiistic understanding of capabilities in Frespomse to requiremsnis
Eliminating scemingly arbitrary decisiens
The problem of sta'tua
Bmadmﬁngﬁbsmeoft&mneedtoknwo
_ Realization of the awount of discussion mequired prior %o aetion,, a'%afﬁng up

Yeximm ubilization of talent
Porgomel
Recrultments promotion pronises

Promotion for substentdve compstence mther then for edministrative position
Carger plamning,
Functional orgenization steuctuwre
Fluidity of this organizationy constant ehange "
Consulting those on the job to ses bow organization ean be improved.
Report writing
Crash jobs vs. long-term plamning; staffing, and training
Top-sids contacts review and ingpection of ths troopas
Ajusting to the porsonal idiosynerasies of owr oan@agms ,
Boforcing regulations
Cost factorss budget planning
Horking with the administrative office
The function of standard opamting procedures,

C GRTIAL B
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Group Meeting #2 n‘h Principles mzd Problens

Page 1 lh oe Jjuembef 1953

Problems noted hers

Clear lines of responsibility
Knowledge of individual responsibilities end working relationships
Clear delegation of responsibility with commensurate authority
General orientation

Broadening the base of the need to knois.
Plamning

' Staff meetings.

The need for a teaswork approach
Personnel

Placement,~ adjustment

Training,
Civing personal attention to individuals as people
Coordinztion functional to the mission of the Office

Educating the rest of the Agency

- Plammings lead time; sources of information; complete requests.

Problems often noted in other management situations

Communication, up and down
Clear definition of unit responsa.bih.tj.es
Line and staff relationships
Realistic understanding of cspabililties in rasponse to requ.n raments
Eliminating aeem.ngly arbitrary decisions
The preblem of stabtus
Dependable requirements - ' - :
. Rezlization of the amount of dlscuss.;on recu:wed pmw £0 acuion, staffing vp
Mestliman ut:z.l:r.zao:a.on of tale"zt
Persommel
Recyuitnent; promcm on promises
Promotion i‘or substantive compstence rather than for administrative pogition
Career planning,
Pfanctionsl organigation structure
Floidity of this organization; constant change - _
mnmﬂ.bmg those on the joo to see how or?aniza‘oion can be improved.
Report writing
Crash jobs vg, long~term plemning, staffing, and training
Topwgide contacts wreview and inspection of the troops
Adjusting to the personal idiosyncrasies of our colleagues
Enforeing regulaticns
Cogt fectors; budget plamming
Working with the administrative office
The function of standard operating procedures.

-.v--x
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Group Meeting #2 Management Principles and Problems
Page 1. 30 September 1953

Problems noted here

Trained personnel

Training personnel

Disciplining unjustified absences from work

Maintaining evident close working relations with down~town and the whole Agency.

Problems noted often in other management situations

Communication, up and down
Clear definition of unit responsibilities
Clear definition of individual responsibilities
Delegation of responsibility
Authority commensurate with responsibility
General orientation
Planning
Staff meetings.
What is meant by the teamwork approach
Human relations and productivity.
Giving personal attention to individuals as people
Coordination funetional to the mission of the Office
Educating the rest of the Agency
Planning; lead time; sources of information; complete requests.
Dependable requirements
' Broadening the base of the need to know.
Realistic understanding of capabilities in response to requirements
Eliminating seemingly arbitrary decisions
The problem of status
The problem of too long in "acting" status
Realization of the amount of discussion required prior to actiony staffing up
Maximm utilization of talent
Chiefs and deputies.
Personnel
Recruitment; promotion promises
Career planning.
Functional organization structure
Fluidity of this organization; constant change
Consulting those on the job to see how to improve organization
Report writing 7
Crash jobs vs. long-term planning, staffing, and training
Top side contact: review and inspection of the troops
Adjusting to the personal idiosyncrasies of our colleagues
Enforcing regulations -
Cost factors; budget planning
Working with the administrative office
The function of standard operating procedures.
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HEWRIAN RESOURCES PROGRAM

Group Meoting #2 | o Management Princfnies and Problems

Page 1. . ' 29 October 1953

Problems noted here

Communication up and down the line . ' .

Lack of clear understanding regarding crganization polieies and plans

Iack of clear understanding by each individual: where he stends, how, why

Need for reviewing qualifiecations for positions; firming up present assipmments
Flanning - sta;‘f meetings, _ ’

Clear lines of responsibility |
Clear definition of unit responsibilities .
Knowledge of individual responsibilities and working relationships
line and staff relationships
Clear dslegation of responsibility with commensurate authority
General orientation - : '
Broadening the base of the need to know,
Reglistic understanding of capabilities in response %o requirements
Fersonnel
Recruitment « promotion promises
Placement - adjustment v ' o
Participation of the supervisor in selection of his staff

Premotion for substantive sompetence not just admiristrative position
Career planning o _ :
‘Personnel evaluaticn reports,
Giving personal attention to individuals as people
Eliminating seemingly arbitrary decisions
The problem of status 1 _
Dependable requirements .
Realization of the amount of discussion required prior to action; staffing up
Meximm utilization of talent
Funetional organization structure
’ Fluidity of this orgenization .
Consulting those on the job %o see how the organization can be improved,
Coordination functional to the mission of the Office
Bducating the rest of the agency
' Planning; lead time; sources of information; complets requests,
Report writing _ : ,
Crash jobs vs. long=term plamming, staffing, and 4reining
Top-side contact: review and inspsction of the txrocops
Adjusting to the personal idiosyncrasies of our colleagues
Enforeing regulations .
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HUMAN RESOURCES PROGRAM

Croup Meelbing #2
Page t.

Problsms noted here

Fersounel mansgemsnt

Flacensnt chock-up interviews.
Cleoyr understending regarding wege and position lewels
Giving personal ettention to individuales as people
Communication up ' a
Clear delegation of responsibility with sommensurate authority
Broadaning the base of the need %o kuow
Modnteining closer working relations with the dowun-town offices
Eliminating seemingly arbitrary decisions
Top-gide contacts review and inspection of the troops,

Problems often in other manasgement situation
Clear definition of unit responsibilities
Cleer definition of individuel responsibilities
The fimetion of standsrd operating protedures
Line and staff relationshipe _
General orientation to the whole organizatien
Roalistic vnderstending of eapabilities in response to requirements
Plamaing = staff meetings
Fersomnel _
Recruitment -~ promotion promises
Placenent -~ adjugtment ,
Participation of the superviser in selection of his steff
Training :
Promotion for substentive competence not just administraiive position
Careor planning : '
Porsonnel evalustion yreports,
Dependable xequiroments * _
Realistion of the mmount of discussion required prior to actiong stafiing up
; Maximes utilization f talend
| Functional organization structure
Fluidity of this organization
Congulting those on the job to sse how ths orgenizetion can be improved.
Coordination functional to thg mission of the office
Educating the rest of the Agency
- Plarmings lead timog sources of information; gouplete requesis.
Report writing . ' .
Crash jobs vo, long-term plenning, staifing, and training
Adjusting to the personal idiogynerasies of our colleagues
Enforcing regulations
Coat factors; budpget planning '
The valup and meaning of the team-work approach.
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HUMAN RESOURCES PROGRAM

%rm‘p Hee‘bir_lg e - Management, Prineciples and Problems
raize dn 8 : ’ '

Tha effective ménager In GCovermment

Fulfills the requirements for leadership through his -
1, Vitality and andurence

20 Initistive _ ;|

3:; Deecisivenses ’ '
Lo Persuasiveness '
50 Responsibility

6; Intellectual vapacity

Secures demccmﬁim ceeperaﬁinn from his ptaff through his
1. Integrity |

2, Thoroughness

3, Commnication .
o Ability to delegate
5s Fairness and toet
"6, Enthusiass

For Oroup Meating #31 - ' S -

Outline and be prepared 4o diseuss: Under what conditdions do people
do their best'? How do we get the best ocut of people ?
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Group Meeting #3

HUMAN RESOURCES PROGRAM

Problems that were diacussgd gt the last nmeoting

Five functions of management
Five kay principles of management

The effoctive mansger in Governwent

Under what conditions do péople do their best?

[¢)

L
20
3.

Developing a Strong Tesm

How do we got the best cut

?

To be treated courteously and welecomed to the ;]obo
To have an assigmment that is clear and definite, .
To be instructed intelligently.

To know what constitutes a job well done.

To be told, from time to time, how youire doing,
To feel that your ability is ﬁxlly utilized,

To feel that your work contributes to the cause.

To have your opinions and feelings respected,
To be given credit when it is due, <
To work with anyons you respect,

To receive pgy and grade for the work you do,
To have a sense of security in the job,

To have confidence in the organization,

o To have the organization take an interest in your health and welfare,
#15, To know in advance about changes that will affect you.

16, To be informed regarding the progress of the organization as a whole
and to receive current information sbout new policy, ach'xﬁ.nistrative
procedures, etc,

17, To have opportunities to talk over the work of the unit in order to
take stock of progress from time to time,

18, To participate in plenning the program of the unit,

A

Democratic principles of administration

~Jdudging the effectiveness of management.

For G Mosting #

Be prepared to pnesent and discuss one concrete suggesiion for improving the
management process in this orgazﬂzationo

15053
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Ten Titles

Chase, Stuart THE PROPER SY¥UDY OF MANKIND

Harper 1548 (305)
Given, William B, Jro BOYTOM-UP MANAGEMENT '

Harpe!" ® . ' 19&9 (lm)
Given, William B, Jro REACHING OUT IN MANAGEMENT

Harper | 1953 (175)
Glover, John D. and  THE ARMNISTRATOR: Cases on
Hower, Ralph M. _ Humzn Relations in Business

Richard Do Irwin Inc. 1952 (726)
Halsey, Geerge Do SUPERVISING PEOPLE ‘

Harper 1953 (23kL)
1sarned, Edmund P, EXECUTIVE ACTION
and Ulrich and Boos Harvard Business Schosl 1951 (212)

McCormick, Charles P  THE POWER OF PEOPLE

Harper 19ky (131)
Pfiffner, John M. THE SUPERVISION OF PERSONNEL
Human Relations in the Management eof Men
Prentice-Hall , 1951 (bk0)
Simon, Herbert Ao PUBLIC ADMINISTRATION
and Smithburg end . Knepf . 1950 (582)
Thempson
Uris, Auren and WORKING WITH PEOPLE
Sheped, Betty Macmillan | 1949 (311)
Lk Jenuary Sk
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ADVANCING MANACEMENT

Is the mission of your organization clear and definite ? -
Is this mission understood and concurred in up the line ?
Is the structure of your organization functionel to its purpose ?

Does each supervisor under your jurisdiction hawve the ebjectives of
his orgenizational component clearly defined ?.

Are She responsibilities of each individual in the organization clear
and definite ? '

Does each individual understand the over-all mission of the larger
organization and the over=all mission of your unit ?

By what means are clarity and definiteness of functions achleved ?
Elanning

Is planning a continuous activity in your organization,- both for long-
term and for imnediate objectives 7

Does each individual in your organization accept and fully understand .
his responsibilities ?

Does each member of the organization participate in a regular staff
meeting appropriate to his level of responsibility ?

Does each supervisor participate in formulating the budget of the organization ?
Was your last budget realistic in terms of actual operations ?

Is the development of people an evident responszbility of managenent
in your organization ?

What evidence is there that you are making the maximmu use of the human
resourees ava:.lable in your organisation ?

Directing
Do you have adequate, explicit euthority to carry out your mission ?

Have you dslegated adequate, explleit authority {0 your subordinates
to earry out their responsibilitias ? :

Are provisions made to insure uncluttered channels of comrmunieation
fron you to each member of your organization and from each individusl to you ?

' T RRIATT T s v e a
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Are your major policies and procedures in written form,« current and
readily available ?

Have you developed any particular techmiques to get decisions from
execvtives sbove you and to encourapge those under your supervision
to make operating decisions appropriate to thelir responsibilities ?

Coordinating

Are the staff and line relationships clearly defined and evidently
understood in your organization ?

Do your subordinates work together without your directicn in carrying
out tasks of limited scope reguiring their cooperative attack ?

Are you & good listener when subordinates wish to discuss their probléms ?

- Is there an understudy in training or in being for each supervisory
position in your organization ?

Do you budget time Yo visit members of your organization on the job and ]
~ your opposite numbers in organizations with which your office has : {
working relations ? ‘ ;
Does your organization run smoothly and efficiently in your shsence ? . J
By what means do you seek to develop teamwork in your organization’? “

Controlling

Does your reporting system keep you currently informed of progress
in each unit of your organization ?

Are you pergonally familiar with the current operating problem in
each major eomponent of your organization ?

Is your reporting system qualitative as well as quantitative ?

Is the number of subordinates reporting directly to you small enocugh
s0 that you can give each one adequate attention ?

Are you %on top" of your job ?

How do you make your top staff meetingzs a pleasure rather than an
unpleasant chore for the participants ? ‘ _

D
2 November 53
o k.1 L. ‘ S
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THE MOST COMMON MANAGEMENT PROBLEMS ENCQUNTERED TO DATE

¢

1. Poor communicaiion up, dowi, and across - &8 a result of
inadequate atiention to the use of sieff mesbings; through mis-
undersbanding need-to-know strictures; and through adherence %o
channels, at the lower levels of supervision, in excess of the
requirencats of sound discipline in a civilian organization.

2, Very insdequate personnel managemesnt practices. Theré
is a particular nesed for routine and eonbinuing follow=up o,
interviews, and for energizing the Carssr Service Programo

3, No guidance for swpervisors regarding the basic msnagement
policy of the Agency.

ko Laclc of clear defimitions of uwnit and individwal respon-
gibilities, ‘ '

5, Apparent confusion between the quality of dynamic personsl
leadership and the requiremsats for being an effective manager in
GQoverament,

l 6. Lack of clear operating policy from the echelon above.

7. Unwillingness or inability of supervisors atl the level sbove
| to delegate responsibility and commensurate aunthority.

B 8. The by-passing of lines of clear operating responsibility
: ‘ by high level officisls, leaving thoss with supervisory respongi-
hility for a particular operation uninformed and embarrassed.

Fs The tendency of supervisors %0 b@@ems‘imm@ra@d in substentive
matiers o the neglect of their management responsibilitiss; and
gupervisors who are so busy doing the job %hemselves that they have
no tims to supervise those to whom it should be delagated,

10, Lack of the simplest type of staff planning; very 1ittle
understanding of the requiremsnts of Jogisticel planningo

11 Inadequate attention %o the importance of personal leader-
ship through "review and inspection of the troopst all down the line,
and lack of planning for perledic personal intervieuws by supervisgors
at top echelons with supervisers at all achelons below, ~

12. . Lack of high level coordinsiion o resolve comflicts,
duplication, and general coafusion that can only ba resolved through
coordination a% a high level,

JoBeW,
18 Jan Sk
hiw tdalian,
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STATEMENT OF MANAGEMENT POLICY FOI% SUFPERVISORS IN CIA THIRD DRAFT Page 1.

?urgose
J. The magnitude, camp;exity, and national significance of the
operations of the Central Intelligence Agency emphasize the mpoz*tanee

of management ‘skills for each individual in the Agency who has supervisory
responsibility for the performance of others. ,

2. This statement of management policy is issued to insure common
understanding of the cormon management objectives of all supervisors,
and to promote united action toward a common gozl: to moke CIA the

best _managed agency in Goverument.

3. The management policy set forthr in this statement shall apply
to all employees and staff employees of the Central Inielllgenee Agency.

Definition of the Problem

1; Management is the process of getting work done through people.
In a very practicel sense, maenagement is the development of people. The
key to effective management, therefore, is skill in human relations.

2, The funchions of management may be consldered to be: organizing,
planning, directmg, coordinating, and contrelling.

3. In CIA, & supervisor is anyone who Supervises anyone else,=-
from the level of Unit Chief to DCI. Supervision is the application of
the theory; principles, and techniques derived from the whole field of
management that apply to leader-folicwer relutionships in petting work
done,~ especially to the working relations between the individual in .
charge of an organizational component and his immediate subordinates.

L. BEach person selected for the Cemtrel Innelligence Ageflcy is
recruited primarily because of his actual or potential competence in a
specialized field; however, as socn as he becomes ‘responsible for the
work of other people, he assumes management functions.

5. In CIA todsy there are many supervisors who have had mno ;
previous supervisory experience of value for their present respons:xbilﬂies.

6. In CIA, as in any other forﬁa.gn affairs agency, 'bhere is a
tendency for supervisors with substentive ::.nteresta and responsnbﬂ:.t:.ea
to neglect their management functions.

G
: R
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STATEMENT OF MANAGEMENT POLICY YOR SUPERVISORS IN CIA THIRD DRAFT Pagze 2,

7. There 18 also a tendency in CIA to confuse dynamic personal
leadership with skill as 2 supervisor. The quallty of lsadership is
jndispenseble for effective mamagement, bui in zdditlon %o boing ‘2 leader,
2 supervisor must be able o develdp his pecple as an afficient team,
closely integrated by each individugl's sense of partisipation in-the
progress of the group. 4 successful supervisor gets the work dene.through
people avd in the process builds an orgenization to which eventually he
will no longer be indispensable. '

8. In an organization with the extraordinery requirements of CIA,
jt is only as ezch supervisor assumes considerable initiative and respon-
sibility Tor: constantly improving the management process that we can hope
to achieve the intelligence objectives of the Agency. o

Responsibilities T )

1. Hach Deputy Director, (Administration), (Intelligence), (Fians),
the Director .of Training, and the Assistant Directer for Communications
shall be responsible for insuring that achive programs to improve the
quelity of management are developed ard carried on in the Cffices under
their supervision. - & -~ _— .

2, Esech Assistant Director, or equivalent Office Head, shall be
directly responsible for the quality of supervision in his Office.:
Although he will normally delegute responsibilities; &8 sppropriate, dowm
the chain of comand to division chiefs, braneh chiefs, section ehiefs,
etc., it will be his personal responsibility to estsblish management
practices in his Office consonant with ¢this policy statement. He has
available the service resources of the Organization and Methods Service,
the Personnel Office, and the Office of Training tc assist him in schieving
his management objectives. It i3 especially important that each Assiziant
Director demonstrate through his own leadsrship the sound managemend ’
principles that he wishes %o be applied throughout his Office. The
Agsistant Dirsctors of CIA, or equivalent Office Hesds, are recognized to
be the key officials in improving the guality of supervision throughout
the Agency. - _

Practicsl Objectives. '

The practieal objectives £or managament in CIA shall be as follows:

1. Organi_iatiozi ét_me‘bure functicnal ‘to mirp?se‘, :

2 “",‘\;‘r_-,
}
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STATENENT OF > MIAGmlENT POLICY FOR SUPERVISORS IN CIA THIRD DRAFT Page 3.

2.

7.

8.
9.

10.

13.
lho

16.

Fixed responsibility for vitimate results, though the maxiwom
practicable delegation of responsibility.

The delegation of authoriny commensurate with responsabili‘ty.

. Fixed responsmbil:.ty for decision, and decisions that are made

promptly.

Recognition of the interdependence of operatlonal goals ard the
management techniques *eqtu.red to achieve them. .

Spans of control that have been detemmed to be reasonable
for supervisors in terms of: (d) number of people supervised,

(b) distance of the supervisor from the actual operations, and

(c) elapsed time reguired for an operation.

Communication down, up.and across, restricted only by the:
legitimate requirements of security and the simple principles
of sound discipline in a civilian organization.

Clear understanding by each individusl of his mission.

The participation of each individual in the Agency in a regular-
staff meeting appropriate to his level of responsibility.

The participation of each supervisor in the selection of his
staff.

Participation in the preparation of the annual budget for his
component by eaeh supervisor, to the lowest feasible echelon.

Clear understanding of and respect for the difference between
line and staff functions.

Recognition that the development of people is the key to productivity.

Encouraging each person's growth and development in competence
relevant to his mission. , \

- Supervisors who make the time to know and to consult with the

members of their staffs.

Courage on the part of each éupervisor to assess and to mske

c¢lear to his superiors the realistic capabilities of his

component.

RESTREICTED
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STATEMENT OF MANAGEMENT POLICY FOR SUPERVISORS IN CIA THIED DRAFT Page k.
. 17.  Supervisors who assume responsibility for getting the right man
' : in the right job and who cocperate fully in Agency-wide efforis
" 4o achieve the satisfactory placement and ubilisation of each
member of CIA. :

18. Supervisora who maintain adequate liaiscn with other componenis
of the Ageney with which their staffs have working relationships,

19, Supervisors who Fully md:erstami the significance of effective
human relations in mansgement and aré sonstantly endeavoring
to dmprove thelir omn skills in working with pecple.

20. Coordination that is expressed in the spirit and prectices
of genuine teamwork.

/

The cooperation of svery individnel in the Cenbral Intelligence |
Agency with supsrvisory responsibility is requested in carrying out this
statement of mznagement policy. )

ALLEN ¥W. DULLES
Diyxecior

OTR . 19 Nov 53
08N 21 Nov 53
o/MCT 21 Now.53
OTR 3 Dec 93
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